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EXECUTIVE SUMMARY 



A PROPOSAL FOR THE FORMATION OF THE ARMY PERSONNEL CENTRE IN 
GLASGOW : A CONSULTATIVE DOCUMENT 

1. The present organisation based on 9 sites is not the most 
cost-effective means of providing an efficient personnel service 
for the Army, Collocation on a single site and integration of 
functions offers considerable opportunities for improved 
effectiveness , as well as scope for achieving significant savings 
in overheads. A single location would comprise modern office 
accommodation with an appropriate modern IT infrastructure. 

AG, MS, DGAMR and their Headquarters Directors would move to the 
Personnel Centre by 1 April 1995, though a very limited number 
of staff would be retained in the South of England, whose 
presence there is essential. The other work at present carried 
out in the MROs, RPOs and APO(OA) would move and the existing 
offices close on a phased basis by 1 April 1996. 



2. Establishment of an Integrated Army Personnel Centre would 
realise savings in the region of 38% in military and civilian 
staff by 1 April 1995 (or over £3.2M in a full year). This 
comfortably exceeds AG's PROSPECT/Options targets; specifically 
meeting the requirement that Headquarters numbers should reduce 
from 822 to 647 by 1 April 1995. Both the detailed staffing 
numbers and the grades and the military/civilian mix will be 
subject to close scrutiny and audit before implementation, and 
the proposed staffing levels in the consultative document should 
be read with this in mind. It is therefore recognised that there 
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will fc>© 9 . need fox furthsr discussions as detailed staff ing 
levels are refined. 

LOCATION 



3. A wide range of options on the Defence Estate was evaluated 
as potential sites for the Centre. Developments on greenfield 
sites in the South of England , Stockton-on-Tees and adjacent to 
all the existing locations outside London were considered , and 
a number of existing properties were also appraised. One of the 
most important criteria used in determining the suitability of 
a site was the ability to recruit and sustain the civilian 
workforce. It was also considered desirable to develop close to 
an existing location in order to preserve a nucleus of skilled 
staff and to keep redundancies to the minimum possible. All 
options assume that the Pensions Office will remain based in 
Glasgow. 

4 . It was concluded that the 3 most attractive options in 
financial terms were RAF Hullavington, and commercial properties 
in Glasgow and Bedfordshire. However, RAF Hullavington is 
already earmarked for other military use, and both this and the 
property in Bedfordshire suffer from the serious disadvantage of 
not being close to an existing site and the consequent lack of 
a substantial existing core of trained staff. The recommended 
option is therefore that the Army Personnel Centre should be 
located in Glasgow. 
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THE CASE FOR GLASGOW 



5. An Army Personnel Centre in Glasgow should produce savings 
of £110M over 25 years (£35M in net present value terms). 
Expenditure in the first 5 years at £47M is marginally more than 
for the Bedfordshire property, though the difference is small 
enough to be within the margins of estimating error. However, 
Glasgow has the advantage of a pool of over 300 experienced staff 
who could form the nucleus of the Personnel Centre. It is not 
believed that it would be difficult to recruit the additional 700 
non-mobile staff that would be required, or to sustain a civilian 
workforce of about 1,000 there. 

6. As the consultative document explains, non-mobile staff from 
other locations will be offered the opportunity to transfer to 
Glasgow on bulk PPI terms. It is to be hoped that as many staff 
as possible decide to relocate there. 

STAFFING ISSUES 

7. The existing non-mobile staff in Glasgow (about 320) would 
remain and some 700 more non -mobile posts would be created. 
Mobile grades in Glasgow would number 135 compared with the 
present 37. 

8. It is intended to explain the advantages of relocation to 
Glasgow to the staff in other locations, but the number of staff 
wishing to relocate there must be highly speculative, and it is 
recognised that for many relocation is not a realistic option. 
It is the aim to handle those staff as sensitively and 
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considerately as possible, arranging transfers to other MOD 
establishments or other Government Departments wherever possible. 
Maximum use will be made of early retirement? but where 
redundancy is unavoidable counselling will be available. It is 
hoped that the phased nature of the move will enable maximum use 
to be made of natural wastage and early retirements • 

THE WAY MEAD 



9. Subject to the outcome of consultation, the aim is to 
acquire a property in Glasgow before the end of the current 
financial year, and to form an Army Personnel Centre there by 
April 1995. 



4 



Printed image digitised by the University of Southampton Library Digitisation Unit 




ct F-HTTON 1 - INTROD UCTION 

BACKGROUND 

i The PROSPECT exercise provides a unique opportunity to 
IWove the coordination, efficiency and cost effectiveness of 
staff responsible for the Army's personnel process , by 
brlngiS them together into an integrated Personnel Centre. 

2. The Adjutant General therefore directed that i i u be 

mounted to examine the personnel process of the ersonnel 
identify the organization necessary for the Army s personnel 
function to be performed in the most efficient and cost 

effective manner. 

o The Study was to examine and make recommendations 
with a view to integrating the function of the following 
organizations within an Army Personnel Centre. 

(1) Army Pensions Office (APO) . 

(2) The Military Secretary (MS) 

(3) The Army Officers' Documentation Office (AODO) . 

(4) The Army Personnel Branches (PBs). 

(5) The Manning and Records Offices (MRO) . 

(6) The Army Pay Office (Officers Accounts) 

(APO(OA) ) . 

(7) The Regimental Pay Offices (RPOs). 

(8) Other relevant organizations. 

4. The Study was also to report on the deployment and chain 
of command of the Directorate of A Information Systems 
(DAIS(A) ) . 

5. The Study was to incorporate appropriate technological 
systems to meet the needs of the organization into the 21st 
century and to recommend the preferred site. 

The Trade Unions were sent the terms of reference for the 
Study on 9 June 1992. (A copy of the letter to the Secre^ary^ 
of the MOD Council of Civil Service Unions (CCSU) . i 

A. A similar letter was sent to the Industrial Trade Unxo ) • 
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AIM 



7. The aim of the study was therefore to: 

"Identify the organization necessary for the personnel 
function of the Army to be performed in the most 
efficient and cost effective manner, to define an 
appropriate integrated technological infrastructure to 
support the organization and to recommend the preferred 
site for the organization to be established.” 

APPROACH 

8. The approach adopted in the Study was to examine the 
business function performed by those establishments concerned 
with the personnel process to reveal what benefits might 
accrue from integration. In this context the work done by 
consultants in the early days of the formulation of the A Area 
IS Strategy (AISS) was of interest. 

9. The Study Director, Brigadier Roberts, formed 3 working 
groups to assist the project team in the detailed work which 
was to follow. The groups were: 

a. An Organization Working Group comprising senior 
officers, expert in their field, to advise how best to 
deploy the reduced resources resulting from 'Options for 
Change', and to identify the organization required to 
enable the personnel function of the Army to be performed 
in the most efficient and cost effective manner. 

b. A Technology Infrastructure Working Group comprising 
technically qualified representatives from within MOD to 
assist in the review of and in the definition of an 
appropriate technological infrastructure. 

c. An Accommodation and Location Working Group 
comprising the relevant MOD experts and consultants, to 
define the accommodation required and to report on the 
suitability of potential sites on the Defence Estate and 
the Common User Estate. 

10. The Study Director visited the US Army and was briefed on 
the role and function of the Total Army Personnel Command and 
the Army Reserve Personnel Centre. During these visits he 
became aware of "The Corporate Information Management” (CIM) 
initiative which is sponsored by the US Director of Defense 
Information. This initiative, which includes a Business 
Process Improvement Programme, was at that time focused upon 
personnel administration within the US Department of Defense. 

A meeting was subsequently arranged with the US Deputy 
Director of Defense Information to discuss the objectives of 
the initiative and the analysis techniques being employed. 

11. Visits were made to the RN and RAF to discuss their 
approach to personnel administration. Discussions were also 
held with the Personnel Directors and IS Directors of major 
banks to gain an understanding of current commercial practice. 
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12. A meeting was held with the Secretary of the MOD Council 
of Civil Service Unions (CCSU) on 24 August 1992. 

Subsequently, visits were made to all sites concerned where 
local representatives were briefed on the conduct of the Study 
and were able to question the Study Director. 

13. The Minister (Armed Forces) has discussed the conduct of 
the Study with delegations from: 

Chester 

Ashton-under-Lyne 

York 

Exeter 

Leicester 

A complete list of those consulted is at Annex B. 
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SECTION 2 - REVIEW OF FUNCTION AND ORGANIZATION 



BACKGROUND 

14 . The purpose of this section is to address the case for 
bringing together all the organizations concerned with the 
Army personnel process. (The function, complement and 
organization of HOD HQ staff has not been considered). 

15. The current dispersed organization has its origin in a 
much larger Army served by establishments formed to deliver 
specific administrative functions by manual processes. There 
are Hanning and Record Offices (MROs) and Regimental Pay 
Offices (RPOs ) throughout the land and separate offices for 
Army Officers' pay as well as for Army Officer's 
documentation. Dispersal was seen to reduce the risk of 
disruption to the manning and mobilisation process in the 
event of war. 

16. The exploitation of IT in the A Area evolved from the 
initial use of computers to automate the payment of soldiers 
in the early 1960 's. In the ensuing years many personnel 
administrative applications were developed on the central 
mainframe computers at Worthy Down. Automated data 
acquisition systems and 'on line' information systems evolved 
from that central base. 

17. The result is a collection of poorly integrated systems, 
long overdue for regeneration. This is due to the fashion in 
which functions were automated over the past 30 years, and to 
persistent under- investment in emerging technology with 
associated improvements in techniques and methods. 

18. With hindsight it is clear that this has created 
artificial boundaries which have in turn caused organizational 
anomalies. This has resulted in division and distrust and a 
reluctance to exploit IT. 

19. The creation of the Adjutant General's Corps, in April 
1992 provides a focus for professional personnel 
administration, and could provide an opportunity to remove 
many of the artificial boundaries which distort the current 
organization . 

20. Army IT experts have identified the weaknesses in the 
current systems and developed practical proposals to overcome 
them. While the case for a central corporate database of 
personnel records is not questioned there is a need for local 
'user friendly' systems to exploit information which is to be 
provided in a form specific to the functional requirement of 
the user group concerned. 

21. It is also recognised that 'pay' is a product of the 
personnel administration process and that data related to 
'pay' is an integral part of the personnel record. There is 
considerable duplication in the handling of data and the 
closer integration of many of the clerical processes of MROs 
and RPOs and between AODO and APO(OA) could result in greater 
efficiency and improvements in service. 
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22. As a consequence of the reducing size of the Army over 
the years and the automation of pay and the recording 
function, MROs and RPOs have reduced in number and are 
currently collocated on 5 sites termed Fixed Centres. The 
Arms and Corps served by the respective fixed centres is shown 

at Annex C. 

APPROACH 

23. A Working Group was formed to advise the Study Director 
on the functions performed at the various centres. The 
objective was to identify where separate departments were 
carrying out processes which, by being grouped together with 
common management, could lead to improved integrated processes 
with resultant enhanced efficiency and economies. The work of 
the group was reinforced by an organizational analysis 
exercise which was carried out with external consultancy 
support . 

DEFINITION OF FUNCTION 

24 . It was necessary at the outset to distinguish between the 
following groups of staff in the Department of AG: 

a. Those responsible for Directing Policy. 

b. Those responsible for the executive function of 
Manning and Appointing and for Career Management. 

c. Those involved in central Personnel Administration. 
FUNCTIONAL GROUPING 

25. A functional model was developed (Annex D) , which 
illustrates the three tiers of an Army Personnel Centre which 
reflect this distinction. It was conceived by the Study Team 
as the basis for integration of functions in the proposed 
organizational structure. 

26. There was general agreement within the Working Group, to 
the grouping of functions shown in the model. However, it was 
agreed that grouping of clerical processes, under single line 
management, must not be allowed to impair the manning and 
career management process. The model became the basis for the 
proposed new organization. (It is therefore recognized that 
further detailed work must be carried out before integration 
of function can be fully defined and the detailed staff 
structure of these functional groups can be finalised). 

27. A series of projects has been initiated by the US Army. 
Within the US Total Army Personnel Command the project is 
called "Work Reduction" and considerable economies and 
improvements in efficiency are anticipated. External 
consultants were employed to support local management in the 
use of a method called "IDEF" . This has been analyzed by 
expert MOD staff. The method is data driven and could be 
compared with the requirements analysis phases of the 
Structured Systems Analysis and Design Method (SSADM), 
employed as a standard within the Ministry of Defence. 
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28. The Study team saw advantage in an exercise, using such 
techniques, being conducted at an early stage of the 
implementation phase in order to exploit the opportunities 
presented by collocation and improved IT support. (All 
management areas should be fully represented) . The exercise 
should result in the preparation of detailed desk instructions 
and job descriptions to enable the process of recruitment and 
training of new staff. 

ORGANIZATIONAL ANALYSIS 

29 . An exercise was undertaken to examine the links and 
organizational relationships which exist within AG's 
Department and with outside agencies to discover whether they 
substantiated the case for an integrated Army Personnel 
Centre. A contract was let with Active Analysis Ltd to 
provide consultancy support for the use of their product 
"Netmap” in the functional analysis of the career management 
process for both officers and soldiers. 

30. The exercise revealed that there is significant benefit 
to be achieved by the collocation and, where appropriate, 
subsequent integration of many of the functions of AG's and 
MS's staff. The report on the Netmap study also indicated 
considerable support for the concept of an integrated Army 
Personnel Centre. 

CONCUJSIONS 

31. Changing circumstances and the evolution of the Manning 
and Personnel Management function in the Army, mean that the 
current distributed organization is no longer necessary or 
economic . 

32. Analysis of the processes performed in support of manning 
and appointing, career management and personnel administration 
indicate that there are considerable opportunities for 
improvement in economy, efficiency and effectiveness through 
collocation and integration where appropriate. 

33. An integrated Army Personnel Centre on a single site 
would also simplify the implementation of Army's A Areas IS 
Strategy and could result in reduced cost. It would 
facilitate the provision of an integrated technological 
infrastructure . 

34. The analysis carried out on participating departments 
illustrated the strong organizational links between branches 
of MS and AG HQs which could be improved by collocation. The 
links between MROs and Director (Manning) (Army ) DM( A) also 
indicate support for the concept of a single centre. 

35. The functional model at Annex D, should be used as the 
basis for defining the organizational structure for an 
Integrated Army Personnel Centre. 

36. A detailed Organization and Function Analysis Exercise 
should be conducted at an early stage of the implementation 
phase, using modern methods and techniques, in order to 
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exploit all the opportunities presented by collocation. The 
objectives should be to examine lines of reporting, to ensure 
that integration takes place where appropriate and to take 
full advantage of the benefits of improved IT support. 
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SECTION 3 - ORGANIZATION AND STAFFING 
BACKGROUND 

37. The study of organization in the Army A Area is being 
undertaken during a period of unprecedented turbulence and 
change. It takes place against a backcloth of "Prospect” and 
"Options for Change" and the decision of the Executive 
Committee of the Army Board (ECAB) to secure very substantial 
reductions of both military and civilian staffs in the Army 
Support Area by 1995. 

38. Directors are faced with a requirement to reduce staff 
while facing a period of intense activity in the area of 
personnel administration. These reductions will not however 
be made until the peak workloads resulting from the 
reorganization of the Army and its redundancy programme are 
over. Any proposals for organizational change must neither 
exacerbate the already difficult situation nor must they 
impede or impair the care to be applied in the management of 
the retirement and resettlement of individual officers and 
soldiers. 

39. Exploitation of IT in the A Area has followed the 
conventional pattern of addressing the most manpower intensive 
functions in the early years, to achieve the maximum return on 
investment. Automation of the Pay and Recording functions 
achieved major manpower economies and resulted in relatively 
streamlined establishments which were functionally organised. 

40. Successive applications have been introduced over the 
past 25 years with corresponding refinements in functional 
organization. Where staff are organised on an entirely 
functional basis, a reduction in the population administered 
does not automatically result in a corresponding reduction in 
the number of staff required. However, it is now the case 
that, without radical change to the functional requirement or 
concentration and integration of procedures, further staff 
economies cannot be made . 

41. The requirement to reduce staff in the A Area presents a 
major challenge. Reductions on the necessary scale are not 
achievable within the present organisation. Radical changes 
will be needed to the manning process and the way in which 
Officer Career Management is conducted if larger reductions 
are to be achieved. 

42. Relocation of Manning and Record Offices and Regimental 
Pay Offices has been accomplished in the past and is a complex 
exercise which must be planned and managed very carefully. It 
is most important therefore to develop a target organizational 
structure which will sustain the Manning, Career Management 
and Personnel Administration process well into the future 
without the need for further change. 
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REQUIREMENT 



43. A fully integrated Army Personnel Centre needs to be 
organised to provide personnel administration in an efficient 
and cost effective manner for officers and soldiers of the 
Active Army and the Reserve. 

44. The Centre must support all current functions: 

a. Manning, Career Management and Personnel 

Administration in peace. 

b. G1 (Personnel) support for Army operations. 

c. Mobilisation procedures in Transition to War. 

d. All aspects of personnel administration, including 

support for dependants, following the outbreak of War. 

45. All staff involved in the formulation and execution of 
policy for manning the Army, and the career management of all 
those who serve in the Army, should be brought together with 
those responsible for central personnel administration at a 
single location. This single location should comprise modern 
office accommodation which will facilitate organizational 
grouping which in turn encourages improved working 
relationships. It should contain an appropriate technological 
infrastructure which will further reinforce/improve working 
relationships . 

PROPOSED ORGANISATION 

46. The starting point for the new organisation is the 
functional model (Annex D). The proposed organisation (Annex 
E) reflects it closely. The organisation charts for the 
Directorate of Manning (Army) (DM(A)) and a new Directorate of 
Personnel Administration (Annexes E2 and E3 ) illustrate the 
organisation changes in detail. On DM( A) 's side the proposed 
organisation is designed to reflect a distinction between his 
policy and executive functions on the one hand, and on the 
other the more routine clerical processes of documentation and 
recording. Under the proposed organisation, DM( A) would be 
left to concentrate on his policy and executive functions, 
whilst a new Directorate of Personnel Administration (DPA) 
would carry out the documentation and recording processes on 
his behalf. 

47. DPA would, under this proposal absorb all the recording, 
documentation and pay processes which currently reside in 
AODO , APO(OA), RPOs and record divisions of MROs. 

48. It is proposed that the DPA should include a Central 
Administration Wing which would serve the whole of the Army 
Personnel Centre. This wing will administer all of the staff 
of the Centre and should include a Regimental Administrative 
Office (RAO) and a Civilian Administration Office. It will 
also provide a range of services essential to the support and 
maintenance of the Centre. 
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49. It is proposed that there should be a Central Management 
Services and Technical Services Department providing control 
and technical support for all of the functional wings. The 
functions to be performed by this department include: 

a. Development and monitoring of technical procedures. 

b. Maintenance and supervision of safeguards. 

c. Investigation of anomalies and 'write-offs'. 

d. Central library management services. 

e. Staff training. 

50. There should be the following functional wings: 

a. Personnel Administration Wing. 

b. Information Systems Wing. 

c. Pensions Wing. 

51. Personnel Administration Wing . This wing will have 
separate departments for officers and soldiers and will be 
responsible for the following procedures for members of the 
Active Army, the Territorial Army and the Reserve: 

a. Recruitment and enlistment. 

b. Record of service maintenance. 

c. Documentation. 

d. Manual processes, 

a. Discharge. 

52. Information Systems Wing . This wing should be 
responsible for all aspects of data acquisition including the 
concentration of bulk data entry and work station input under 
the Army's IS systems (PAMPAS and UNICOM). It should provide 
information services to the whole of the Army Personnel Centre 
and should be organised to perform the following functions: 

a. Business analysis. 

b. Data acquisition. 

c . Database administration . 

d. Enquiry services. 

e. Office systems support. 

f. PC support. 
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